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Abstract 
Cultural context has much influence on understanding of career phenomena and career management alternatives suggested by the 
organizations or wider social systems supporting, deforming or even suppressing individuals’ career management processes. The 
purpose of the research was to investigate cultural career development factors in the Lithuanian organizations, in particular public 
sector organizations. Such factors as career mobility, career aspirations, career and work identity construction efforts, internal 
and external career barriers were empirically investigated and evaluated in the sample of 523 randomly selected Lithuanian civil 
servants. The conclusions are drawn that cultures legitimize career management practices performed by the institutions of 
society, which influences individuals’ career behaviours through attitudes, belief, perceptions, and expectations towards career.  
© 2015 The Authors. Published by Elsevier Ltd. 
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1. Introduction 
Every culture differently treats career phenomenon. The studies of career development have already recognized 
the presence of national differences in career patterns and practices (Osipow, 1983; Skorikov & Vondracek, 1993; 
Arthur & McMahon, 2005). However, the systematic study of careers from a cross-cultural perspective is still 
making its first steps. The research literature in this area is fragmented and lacks a coherent framework to guide 
inquiry (Thomas & Inkson, 2007).  
It has already been established that culture has much influence on understanding of career concept in the society 
(Watson & Stead, 2001). Cultural factors determine the career development alternatives which are chosen by 
individuals and the methods used by the organizations supporting, deforming or even suppressing career 
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development processes of their employees. 
In the majority of the Western societies individual career is conceived as the phenomenon having positive 
consequences for the organization and the individual. It is usually supposed that taking into consideration the needs 
of the individual it is honourable to make career. The individuals making career are valued by the society as they 
fulfilling themselves in the sphere interesting and meaningful for them at the same time are bringing much use for 
the society and organizations (Baruch, 2004). While in Lithuania, as in one of the countries of the Eastern Europe, 
cultural and historical context of career development was much less benevolent, as bureaucratic-administrative 
career system, which prevailed in Soviet Union, negatively influenced it. During the soviet period career was 
important as it could assure the access to various privileges and other values, which were unreachable for the 
citizens who were not making careers. Thus this system did not provide career development possibilities for the 
most competent individuals of the country as possession of the capabilities and free thinking were not considered to 
be the bases of career development (Diskiene & Marcinskas, 2007).  
The developed Western societies progress from structured industrial state to a relatively flexible new economy. 
Therefore it could be supposed that individuals expressing their will build their careers crossing the boundaries of 
organizations, professions and countries. However in the Eastern European countries, including Lithuania, 
institutional structures prevail. Individuals depend on organizations or institutions and the positions suggested within 
the social systems.     
On the other hand cultural influences on career development must be related to fundamental dimensions of 
cultures which are mediated by organizational culture. G. Hofstede identifies 5 main dimensions according to which 
all the cultures of the world are different. The study on the Lithuanian culture shows that the Lithuanian respondents 
demonstrate the following levels of: power distance - moderate low, moderate high for uncertainty avoidance, very 
low for masculinity, individualism moderate-high, and very low in long-term orientation (Huettinger, 2008). In this 
context the following question is relevant: how the levels of expression of the main cultural dimensions influence 
the career development processes on the part of individuals and on the part of organizations.   
Therefore on the grounds of the above mentioned scientific ideas and problems, the purpose of the research is 
formulated as follows: to investigate cultural career development factors in the Lithuanian organizations, in 
particular public sector organizations. Object of the research is the relation of cultural and career development 
factors in the Lithuanian public sector organizations.   
 
2. Method 
 
Randomly selected respondents - 523, the Lithuanian civil servants, participated in the survey. Age of the 
respondents was from 22 to 64, distribution of the respondents according to gender: males - 41,3 per cent and  
females - 58,5 per cent. Career mobility of the public servants and the following constructs were measured: career 
aspirations, career and work identity construction efforts, conceived career possibilities, internal and external career 
barriers.  
Career mobility was assessed through the question: “Have you ever been promoted (or transferred to other post, 
downgraded to lower post). If yes, how many times?”    
Career aspirations are understood as a desire and intention to pursue a role or a particular position within an 
organization or a wider system. Aspirations play an important role in career decisions because they reflect the goals 
and intentions that influence individuals toward a particular course of action (Greenhaus & Callanan, 2006). Career 
aspirations were assessed with single item 5 point scale: “Would you like to pursue career in the civil service?”.  
Career and work identity construction efforts are understood as a wish and efforts of the person to construct 
his/her career investigating his/her work identity. The basis of measuring career and work identity construction is 
the theory of M.L. Savickas (2002) stressing the importance of the efforts of a person creating and giving sense to 
his/her career. Career and work identity construction scale was developed by the authors of this article. It has 11 
items which were assessed using item 5 point scale. The measured coefficient of internal consistency of the scale 
Cronbach α was 0,887. 
Conceived career possibilities refer to possible career paths, their quality, quantity and adequacy for the 
individual within a social system as conceived by the individual. Conceived career possibilities are related to 
objective career possibilities however subjective evaluation is the most important in this construct. Conceived career 
possibilities were assessed with single item 5 point scale developed by the authors of this article. The respondents 
were asked if the Lithuanian civil service was full of career possibilities which could be used by the civil servants 
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wishing to make career.  
  Career barriers have been defined in many of ways, but generally they involve individual’s perceptions of 
negative conditions that might interfere with career progress. In this research we indentified the list of 16 possible 
internal and external career barriers and asked to indicate using 5 point scale how much each of them was 
considered to be a barrier for career in the civil service.     
 
3. Findings and discussion 
 
Assessing the career mobility of civil servants in the Lithuanian civil service system, it can be stated that career 
mobility in the system is very rare phenomenon. Average public servant during his/her tenure (11,5 years is average) 
can expect to be promoted just 1,19 times and transferred to other post just 0,68 times (Table 1). 
 
              Table 1. Mobility of civil servants in career system of civil service. 
Characteristics of 
mobility 
Mean Median Mode 
Promotions 1,19 1 0 
Transfers to other posts 0,68 0 0 
   
The majority of civil servants have no objectively measurable career experiences. Those who have such 
experiences are most often moving within the borders of one institution (Table 2).  
 
       Table 2. Posts‘ change statistics in the civil service. 
Change of posts 
working in civil 
services (times) 
 
Promotion (per cent) Transfer to other 
similar level posts  
(per cent) 
Down-grading to 
lower posts 
(per cent) 
0 41,5 61,4 88,3 
1 22,8 19,7 9,6 
2 19,7 11,7 1,7 
3 9,8 5,4 0,4 
4 4,8 1,0 0 
5 1,0 0,6 0 
6 0,4 0,4 0 
 
Thus it can be stated that the Lithuanian civil service is not functioning as the united space of career possibilities. 
Such a situation is not favourable from the standpoint of civil servants learning and talents development. 
From the cultural point of view the situation could be interpreted taking into consideration uncertainty avoidance 
estimates for Lithuania which are moderate high. Career in itself is less stable and more uncertain phenomenon than 
job. Therefore we could expect that cultures which have higher estimates of uncertainty avoidance produce 
institutions with lower levels of mobility.  
Moreover the soviet times bureaucratic traditions of managing organizations could be considered still influential. 
As it was mentioned during the soviet times the mobility of all kinds of employees was regulated centrally, i.e. no 
personal initiative was desirable career matters. Even after the changes began the authorities attempted to liberalize 
management practices and encourage Western style individualism and proactive career behaviour. However many 
heads of institutions were unable or unwilling to change their entrenched negative attitudes to careers. Having 
previously acquired patterns of career behaviour that worked in the socialist system, individuals are unwilling to 
change their attitudes and behaviour in the face of new realities (Skorikov & Vondracek, 1993).  
Comparative data, which we analysed support the assumption that situation in some well developed countries is 
different. For example in the civil service of Canada just 16 per cent of civil servants were not promoted while 
working in the civil service. 21 percent – were promoted at least once, 14 – twice, 16 – three times, 15 – four times, 
19 – more than four times. Generally speaking even 42 per cent of civil servants had mobility experiences in the 
Canadian system of civil service during two year period from 2007 – 2008 (Public Service Commission of Canada, 
2008). 
Analyzing career aspirations and career construction efforts of civil servants, it was established that the majority 
civil servants have such aspirations in the career space of civil service and just minor part of them are undecided or 
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do not have (Table 3).   
 
Table 3. Career aspirations of civil servants in the career space of civil service. 
Career aspirations Percentage of civil 
servants 
Surely do not have 1,2% 
 
Do not have 8,0% 
Are not sure 12,4% 
 
Have 39,0% 
 
Surely have 39,4% 
   
 High percentage of civil servants having career aspirations could be explained by quite high levels of 
individualism distinctive for the Lithuanian culture according to G. Hofstede’s cultural dimensions. Comparing 
these findings with low objective mobility percentages in the system it can also be concluded that Lithuanian 
institutions are developing slower than individuals. Such institution as civil service can’t fulfil career needs of the 
majority of its employees.       
Having assessed career aspirations character, we established that the dominating direction of career aspirations is 
vertical career (Table 4.).  
 
Table 4. Character of career aspirations of civil servants. 
Career aspirations 
 
Percentage 
Vertical career 46,6 
Horizontal career 39,5 
 
Unspecified career 
aspirations 
16,7 
 
     
The fact that dominant career aspirations’ direction is vertical career could be related to the prevailing low long 
term orientation according to G. Hofstede. This kind of cultural assumptions emphasize search for quick results, i.e. 
individuals are not willing to invest much into career development and they expect to get the best higher posts and 
career as soon as possible. Comparative data which were analysed indicate that for example the groups of Canadian 
civil servants seeking for vertical and horizontal career are approximately equal (Treasury Board of Canada 
Secretariat, 1999). This situation could be related to more contemporary understanding of career and higher long 
term orientation in this culture.         
Analysis of other factors related to career aspirations revealed that the mean score of conceived career 
possibilities (M=2,69, SD=1,030) in the Lithuanian civil service was significantly lower than the mean scores of 
career aspirations (M=4,07, SD=0,984, t(511)=59,99, p=0,000) and career-working identity construction efforts, 
reflecting the individuals intentions and really devoted efforts for career construction (M=3,7823, SD=0,74839, 
t(511)=59,99, p=0,000). Therefore our research draws attention to the likely situation, when civil servants having 
disappointed with career possibilities will look for career possibilities outside the civil service.        
Thus the results of this research enable to identify unfavourable assumptions in the system of career development 
of civil service, which can lead to losing of certain part of human resources due to career development 
imperfections. This is especially true speaking about the highest quality human resources, which are on demand in 
private and non-governmental sectors. Therefore we conclude that civil servants do not trust the career system of 
civil service, currently the reforms of the Lithuanian civil service career development system are well behind from 
rapidly forming and changing career needs of the civil servants.  
The analysis of further data related to career barriers help to reveal the reasons of mistrust in career system of 
civil service. The main barriers for career in the civil service were considered to be lack of career possibilities in the 
civil service, unfavourable career policy towards civil servants and belief that selection and appointment to post 
procedures are not fair. Thus, it can be supposed that the Lithuanian career development system is politicized and 
career barriers are considered to be the factors related to career development system dysfunctions or direct 
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discouraging to make career. Such a situation is evidently related to lack of strategic approach towards human 
resources, then long term human potential is not developed and it is believed that high profile professionals can 
grow up and maintain their quality without more intensive change of career experiences in the space of public 
service.  
 Also it is evident that external career barriers dominate over internal ones. These data also confirm the fact that 
institutional and structural changes in the career system of Lithuanian civil service are slow. Therefore it can be 
concluded that career behaviour of civil servants in Lithuanian civil service is still more regulated by institutional 
frameworks than by their capabilities and free will.    
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